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STUDY REPORT ABSTRACT:

The Navy princip2lly uses the mairix orgenization for its Program Offices.

This e prosch to Program Managementl requires stroné support from the Nevy's
various functional orgenizations. This dependency has given rise to ;1 group
of people in the functional organizations that are ca;l'Led coordinators or
integraters. This job is unique in that there is considerable responsibility
assignc;d to these perscns and thiy muet meet these responsibilities through

the use of personnel not under their cognizance, This problem gives rise

1o e need for these coordinalere 10 POSSEss ouzlities of leadership rather

than simply those of management. This report addresscs these leadershi
Sodeat!]

ities, ways they can be cbiuined, and methods for their cpplication.
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THE ROLE OF LEADERSHIP IN
A NAVY PROGRAM OFFICE

(Executive Summary)

Most of the major weéapons and ships acquisition programs in the
U. S. Navy come under the auspices of a designated Program Manager or
a Ship's Acquisition Manager. It is presently custofiary of Navy Program
Offices to be structured after the matrix concept of organization. That
is, a small staff in the Program Office are supported by the various
functional organizations in thé Department which providé needed man-
power resources and éxpértise.

The depéndency of Navy Program Offices on the functional organizations:
has given rise to a group of spscialists that are kmowm variously as
Program Coordinators, Integrators, or Liaison Officérs. Theése persons
are not normally in the vertical chain-of-command in their réspectivée
organizations. AS such, the ability to succeed depénds more on their
leadership qualitieés than their deSignated authority or responsibilities.
TheSe leaderchip qualities, methods for their attainment, and how they
may be applied will be discussed in this paper.

Often in a Program Office pérsomnél are carefully Selected. Here,
leadership problems are often reduced to providing meaningful direction
to "self motivators". However, personnel in functional organizations

are not hand-picked and, by definition, must be considered average on

the whole. AS such, motivation becomes one of a leader's biggest
probliems. People are his greatést assét and resource. How they perform
ii
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for him will be his criteria for success regardléss of his chartéred
authority and responsibility.

Although there is no right or wrong way to lead in any given
situation, theéré are common qualities and attributés that leaders do
possess that can be learned, adopted, and adapted to assist anyone
placed in a position of having to motivaté peoplé 0 get a job done.

This pgper discusses how these icadership characteristics and practices
rélate to and support the goals of Navy Program Offices in a professional
civilian-military ovganization.

A discussion of "charisma® or "personalitiés" is often undertaken
whén leéadershib qualities are examined. In thé final analysis it is
interesting to note that neither of theSe charactéristics are cormon
denominators of good léadership. This poéint is made vividly clear
when it becomes apparént thatl Generals Omar Bradley, Dwight Eisenhower,
and (eorge S. Patton, Jr. each exhibited cutstanding leadership qualitiés.

Thesé men had very different perSonalities while being very suécessful
leaders in thé same environment, organizational structure, and time-
frame. There is common characteristics of these mén and of all leaders.
They each were '"people oriented!, had méaningful tasks, and wére compétént
in the field where they made decisidnsa.

The significance of the léadership qualities discussed above is
that they are attainable by most peoplé in a professional civilian-
military organization. Given thé twc basic ingrédients of a meaningful
task and a concern for people, a leadér in a new position will take the

time t6 become competent in his Program. In addition to reading, he
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{S take the time to Stop, Look, and Listen to what is going on within

and outside of his organization that effects his Program and the péople

RN T

contributing to it. He must determine what motivates his people and

P ¢
-

how to delegate tasks So that their goals afé meaningfully translated

e

-
x into actions supporting thé goals of the Program. Thesé attributes
i % will provide the competencé and Self-confidence nécessary to make
: . decisions affecting the Program and see that théey are éffectively
f | ’ implemented.
: . One of the biggest concerns of léadership is that maintaining 1
L the position. This 15 a contimiing reSponsibility. Decisions and
% j actions must always be reassessed, follow-up, and evaluaied to determine E
? - their effects on the goals of the Program and thée péople supporting it. %
% ; In the daily Youtine of performing his dutieés, a leader must not .get }
i “ §0 caught up in his Program and its associated "fire drills" that he
: .* doesn't ttake the time to stop®. It is necessary to continually review
: a Program and évaluate its problems, succésses, and failures to put 4
‘ L them into théir propér perspective. g
i ; : In surmary, it can be said that no single léadership style or % ;
j ‘ m personality can be identified for any given situation that will 3‘3
? 3 K guararﬁ:ee success. However, this is a beneficial because anyone who gé
g ; is competent in his field and is "people motivated" can attain the E%
3 L qualitiés of leadership. The points to rémember in the application 1
; § of leadership is to (I) bring together the goals of peodple and their q
é : organization or Program, (2) make decisions and personally follow them 4
: ’ up, and (3) take the time to stop and keép the various aspects of the g
} Program in the proper perspectivé. “
} : {
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THE ROLE OF LEADERSHIP IN NAVY "PROGRAM OFFICES

Introduction. Most of thé major weapons and ships acquisition programs

in the U. S. Navy come under the auspicés of a désignated Program Manager
or a Ship's Acquisition Manager. These Program and Acquisition Managers
have complete responsibility for the develcpment, acquisition, and
support of their respective weapon systems. It is presently customary
of Navy Program Offices to be structured after the matrix concept of
organization. That is, a small staff in the Program Office are supported
by the various functional organizations in the Department which provide
needed man-powér resources and éxpertisé. It isrnot the intention of
this paper to pass judgmént on this organizational philosophy, but
rathér to discuss an important pérsonnel implication that this type

of organization demands.

Thé dependency of Navy Program Offices on the functional organizations

_haé given rise to a group of specialists that are known variously as

Program Coordinators; Integrators, or LiaiSon Officérs. Regardless of
their title, these persons aré résponsible and must anSwer t0 the Program
Manager for the performance of their organization. A coordinator is -not

just an organizer of data or a repository of information. Coordinators

‘are normally not in thé vertical chain-of-command in their functional

organizations and they must compete for pérsonnél resources and expertise
with other Programs as well with the agency's primary function. As such,

their ability to succeéd depends more on their leadership qualities thén
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gi théir designated authority or responsibilitiés. These léadership
f‘ qualities, méthods for their attainment, and héw they may be applied
i
; ) will bé discussed in this papér. It is hoped that this papér can
: 2 . prepare persons coming into such a posSition t6 be more capablée of
l A
- handling thé environment in which he will bé placed and léss likely
}L to get ulcers over the frustrations and anxieties that actually should
;‘ i be expected.
L The Sections of this paper on the applications of leéadership
i i practices are provided so that they can be viewed with insight into
techniques that have successfully worked for others. It is not neant
i
; b as a cookbook of techniques that are applicable to any personality or
3 situation. The key to these séctions is to be aware of how theése
3 3 techniques can assist any particular leadership .Style towards being
; mére effective.
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SCOPE

b

Leadérship qualitiés and attributes can be discusséd for almost

SR
§ U any type of organization (military, church, govérnmeﬁt, industry) and
; )ﬂ need (saféty, achievemént, status, sociological). This paper will only
% discuss leadérship és it applies to a proféssional éngineering environment
L with a mix of military and civilian persomeél. Thé other Significant
E f ¥ point to be madé is that this leadership is of peér groups and supériors
é : s‘ - as oppoSed to a superior/subordinate relationship.
3 i Eh It is significant to point out at this time that a distinet difference
; | is being made in this papér betwéen leadership and management. The simplistic
1 3 | difference between these two terms aré défined bélow:
f | Management = thé control of resources (personnél, material,
? and funds) to achieve the goal. of tae Organization
% { or Program
L iA Léadership = the influéncing, or motivation; of people s6 that
. § i they willingly direct their énérgies and resources
: %’ ; (personnel, material, and funds) to achieve the
= goals of thé Organization or Program
‘ § ‘ It is understood that a succéssful leader Wwill usually obtain résources
% ) that hé rust manage. Howévér, this portion of a coordinator's job
g ; ' function will not be addressed.
é (. Often in a Program Office personnél are caréfully sélected. Here,
; leadership problems are réduced to providing direction to "self motivators".
ig i However, persénnél in functional organizations aré not hand-picked and
‘ | fust, by definition, be consideréd average on thé whole. As such motivation
L
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% j is the biggest problem that a leader facés. Peoplé are his greatest

: asset and resource. How they pérform for him will be his criteria for
I QE success regardless of his chartered authority and responsibility.
, It has beén contended that good leaders are in short supply.l The
; L contention here is that this is not true and that the problem is more :
3 L fundamental. They are just hard to find because it is so difficult to
§ | detérmine what to look for. This is understandable whén oné considers S
5; 41 J Generals Omar N. Bradley, Dwight D. Eisenhower, and George S. Patton, Jr. %i
g ) They were each quite different in personality but successful as a leader
§ ‘L while in the samé enviromnment, organizational structuré, and time-frame. 5%
g; i No single measure of leadership would have picked each of these men. If ;§
% : one ¢ould be found, it would still probably not apply to picking a company 2
g % executive, school principal, Président, or Pope. From past eéxperience
i.r . in each of these categoriés, it is obvious that a Single personality ;
% l typé is not the constant and the leadership "charisma" often alluded
* (. t0 is quite an elusive quantity to define. %
;- With the ambiquity discussed above, it is surprising to read a =
i ) : training pamphlet published by the Matual Benefit Life Insurance Company %
“ Lﬂ entitled "Leaders Are Made --- Not Born". The remaindér of this paper
é }1 is dedicated to the proposition that this title is true. Although there %
i [ is no right or wrong way to lead in any given situation, there are common f
% ' qualities and attributés that leaders do possess that can be learned, ﬂ
§ 5 adopted, and -adapted to assist anyone placed in a position of having to
% motivate people to get a job done. §
3
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QUALITIES OF LEADERSHIP

There is no such thing as a leadership personality for any given
situation. However, there are some basic elémentS of all leadership
personalities that seém to provide an insight into where their charisma

originates. The common attributes of leaders is derived from the fact

{ g, that they are all "people oriented", knowledgeable in areas where they
L
2 : make their décisions, and self-confident. It is important to note that
a h these qualities can be found in any personality and were exhibited by &
z } Generals Omar N. Bradley, Dwight D. Eisenhower, and George S. Patton, Jr. ‘
; , A similar example of strong leadership with differing personalities i'f
i ;: while maintaining the above leadership qualities is Presidents
¢ | Abraham Lin¢oln, Franklin D. Roosevélt, Harry S. Truman, and %
é P _ 5
% ‘ JOhn Fo Kemédyo .,?%
z i W. C. H. Prenticé has discussed qualities that leaders do not «;;s
% necessarily have.? B
i “He may not possess or display power; force or the %
i ; threat of harm may never enter into his dealings. %
oL He may not bé popular; his followers may never do 2?%
§ i what he wishes out of love or admiration for him. 3
i !
E He may not ever be a colorful person; he may
e 2 never use memorable devices to dramatize the
§ i purposes of his group or to focus attention on %
o &
i !
P his leadership." =
i 3
g, J
S 3
I 3
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None of the qualities that make a good leader aré in conflict with

Ws C. Prentice's discussion above. Given thése qualities, thére are a
rumber of ways that they are reflected in the outward signs of effective
leadership. These atiributes are in the area of pérsonnel motivation
and handling, productivity, ambition and decisivenéss. These atiributes
are extensively discussed in the Mutual Benefit Life Insurance Company
training pamphlet mentionéd above. Each of these areas are expanded
below the discussion is based on writings in thé fiéld, personal
interviéwS, and pérsonal éxperiencé as a Navy “coéordinator" for a

Program Office.

best out of péople. He has the ability to recognize the goals of individials
and are &ble to fulfill these desires whilé meeting the needs of the
organization or group. Abraham Maslow has thoroughly defined what these
motivational néeds are in various Situations.3 Thesé nééds range from

thé basic physiclogical and saféty needs, to the desire for love and
afféction, to the néed of self esteem and respect and finally to the
Self-actualization needs of achievement and creativity. A leader knows
which of these nééds are the strongest in his péople.

In the enviromment of a Navy proféssional functional organization,
most of the individuals' physiological and safety ncéds are adequately
fulfilled. Generally the outstanding neéds will be of creativity,
achievement, and self esteem in those individuals who do not appear

to bé motivated. Fortunately these needs are easily directed towards
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the mission of both the functional organization as well as the Program

Officer. later sections of this paper will discuss léadership techniqués :
and practicés that assist in creating a harmoneous atmosphere betwéen i
. these néeds and goals. 7:
F Lf’ Personnél Handling., This quality of a leadeér is direéctly coupled
: with the correct interpretation of his péople'!s needs as discussed above. !
: - It also is a function of his understanding of their knowledge and capabilities
g{ { and how they mesh with the goals of the organization. The following list ’
;a C describes some of the most basic elements of eéffectivély handling personnél x
*i given an understanding of their needs and capabilities. ‘
§ ; l. Take a génuine intérest in people. This is necéSsary in ‘:
) - order to undérstand them, their néeds, and capabilities. :
‘ j Rémember, "Followers make the leadersn.l
? 2. Délegaté as much authority and responsibility to your 3
people a5 i possible without éver délegating your
i fesponsibilities for persomnel actions (i.e. rewards, 1
= . reprimands, promotions, training). %
is‘ 3. Be fair and consistent in personnel actions. Handle i
) griévanceés fairly. 2
1 ; ‘ L. Assign tasks and delegate responsibilities in accordarnce %
i [ with the needs and competénce of éach individual. | é
- 5. Contimually reassess and évaluate personnel needs and the i ’
;u ; : degree to which tasks are enriching job functions. f «
) Produqtivity. This quality of leadership is discussed at length ; e
!L by Peter D’r‘ucker.g 6 He refers to this atiribute as "Effective" Leadership. i %
: i Productivity more aptly defines this quality in that it implies effectivéiess 2
. _
, B 7 b3
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{ j which is a necessary condition for leadership. Theése qualities are /

: 0 exemplified by a leader in his work habits and the attitudes that he !

3'} has towards the work of his people. The most important point here is %: g

3 *{‘g that 'productivity" and "effectivenéss" are definéd as gétting the right :i%i

1 ) work doné. Efficiency is a fallout due to the fact that time is not : §

| Li wasted on non=esséntial tasks. Efficiency of work misdirected is i é

‘r i " wosteful and the term in this case is meaningless. A synopsis of ;§
L the principle's of productivity is described below. " §

g ; 1. Busy is not équal to efficiéncy or efféectiveness. It is :%?

- absolutély nécessary to stop at times to reflect where you 3;

g have been, aré, and are headed to bé sure that it is in §

: consonancé with the goals of your group or organization. g

{ #If you don't Know whére you are going, any way will get :

'; you there."? f’f

§ h 2. Organize Time: It i almost axiomatic that a leadér's :g

! § ' time is not his own. A leader will never have the time { j

, he needs. Howr he usSes timé and how he handles it in his §

Lot office ars crucial. E

‘ 21 ) : 3. Delegation of Authority. A leader not only must delegate =

[N

authority because he doés not have timé to handle every-

g e i
DTS T

'

'
ey
TN

{ thing himself, but it is also necessary to the motivation

‘
Gt

&
s

i of peoplé in a proféssional atmosphere. A léadér takes

the time to know his péople well enough to know what

[

Caate
Lot
it 242

authority to delegate and retain.

®

L. Problem Sclutiéon. This item will be discussed at length

in another section. The point to be made here is that an
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effective leader séés a problem as a challenge to be
overcomé; not as an inevitable road block to be endured
or circumvented.

Self-Confidence. This is one of the most important qualities

of a leader. It is the guality that exudes from his personality

that gives his people the faith that he is directing them
towards common goals that are in the best interests of every-
one. This quality is termed "egotism" whén seen in unpopular
leadérs who aré neverthéless followed. Sélf-confidence
allows a person to assume the authority, responsibility,

and to make the necessary decisioms that are characteristic
of leaders.

Décisivéness. No person can bé a leader if hé cannot maké
decisions. Right or wrong, decisions havé to be made. Often
no decision at all is the worst one that could have been
made. Théreby, nothing gets achiéved, morale deteriorates,
and motivation mst be readdréssed and activated béfore the
néxt decision made will have any value in implémentation.

A decision has not been made until after it has been
implemented.

Often quick decisions have to be made. ILeaders are able
to make them when it is necessary but also are fully aware
that they must never make haphazard ones. It #s also
absolutely necéésary to admit a mistake when a wrong

decision has beén made. To contimue suchaa mistake,

e S b S R - = »

—— g e

kL s e P,

i s AN 18N e i e RO RN,

e ot S b e e

SRt

o 5
et S b b

ot S

4 Bt Sy S

ik

'

|

ey e

4 [ N |
et e e

e

S RN I AL SN, BNt

LA

R N AT )

AT 4 Tt S 1o by boberne T e e A o ST S b T 0 o/ dsmia bt




Sy amen g WL
BT IR TR

s ::kw,j - EW}@:;‘E ~

NP e e

nl
t espécially when othérs aré also aware of it, underminés

3 ! every attribute that a leadéer possésses and works to

! ?g establish.

: «“ As can bé 8eéen from this séction, the qualities of leadér are not

: L; personality oriented. Théy are attributes that can be found in any

E { é personality and are the common denéminators of leadership. The following
~ sections of this papeér will not bé addreséing such “common dénominators®.

4 i Leadership te¢chniques, pitfalls, and practices will be discussed in order

to show how the qualities listed in this section eithér havé bewn or

t . ,
l i could be sccésSsfully put into practice.
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LEADERSHIP TECHNIQUES

The qualities of persons previously discussed give an indication
of ¢ommon characteristics of léaders. These qualities provide the
foundation for leadérship actions necessary for the pérformance of
théir missions. This section will discuss somé particularly effective
téchniques employed by leaders that aré not apparent from previous
discussions. This section will also expand on sSome of the attitudes
and understandings that leadérs have towards their responsibilitiés
and people. These understandings not only make leaders more effective
in their actions, but they also significantly reduce the effort nécessary
for him t6 maintain his proficiency.

Leéadership techniques stem from the fact that leaders are continuously
not contimially, involved in their péoplé and responsibilities and that
nothing happéns until decisions aré madé and actions taken., It has been
pointed out that executives (or leaders) merely "operate! in theéir
environment unless they take overt action to change réa'li’c}y.8 Leaders
are well aware of this point and are always striving not only to solve
problems, but to anticipate them and correct for them prior to their
appearance. Dan Dudas, V. P., Litton Indistries, points out "i+ is
the function of a leader to be problem definers and followers to be
problem solvers'.

No one person can be personally lmowledgeable on all aspects of
his program. A leader "multiplies himself by achiewing results through
others rather than through his owa i’ndividua.l contribution”., Peter Drucker
also emphasizes this point when he says that a leader is part of an
organization which gives him his leverage to bé more of a person than
he could ever be alone and 1o reach out into new areas of challenge

and accomplishment,10
11
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Although it is not necessary to know more about a subject than the

person you are trying to diréct, it is quite trué that knowledge is

powér and pedple Swarm to anyone considered to have the most information

on any given Program. As such a good leader is always attempting to
improve his knowledge in every aspect of his Program regardless of
whether or not it is his area of responsibility. He is always maintaining
his mental slertnéss both téchnically and managerially by keeping up with
the state-of-the-art in his field, reading trdde magazines, schooling,
and constantly being aware of what is happening around him.

Methods uséd for control of programs and personnel provide one of
the first clues to a person's personality. Rules, regulations, and
reports are thé last techniques for control uséd by léaders. The basic
method of control is by lkeeping in touch" and personally witnessing
performancé and assessing its impacts on thé goals of thé organization.

The ability=to make décisions and keep a high percentage of them
correct keeps many people of leadership quality from ever attaining
their full potential. This is unfortunate because once ohe has obtaindd
the knowledge and self-confidence qualities of leadership, the decision
making process can becoiné a technical problem that can be learned and
mastéred. It is not intended hére to provide thése answers. However,
the following points should put into perspective a leader's attitude
towards the decision making process.

As mentioned earlier, decisions have to be made and often no decision
at all is the worst alternative between a right or wrong one. On the
average only about 50% of a person's significant decisions will be.

corréct. A maintained average of 80F is the mark of a good decision
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b maker. If this is true, thére are two points that stand out. Tirst,
¥
4

important people makeé important decisions and if 20% of them are going

to be wrong, the ability to admit a mistake- and corréct for it is

P~
-

e e ] «gmw,ww’t "&ﬂw b A

mandatory. Second, thé tension and panic felt over the 20% wrong

E - important décision will directly afféct a leaders perception of new
1 i decisions that have to be madé and his ability to retain is 80% or |
i better average.

o ( A leader mist often make quick decisions on the best information

é available. However, this does not mean that he can allow himsel?s to
o b , ) _
§ b make haphazard ones. The fcilowing set of rules puts the decision ‘
E i making procéss into leadership perspective. %
:
L. : e ,
%; (1) Know and define your problem.
G ; (2) Get all the relevant facts pertaining to the problei. It :
' ’ is quite important to aScértain the relevancy of information
oy
i ¥ -
Lo prior to its use in theé decision process. i
§ :
Z& ; (3) Consult with adviSors but bé keenly aware of their right %
i i
P to advisé in each aspect of the problém.
§ ? ! (4) Investigate all possible alternatives that time and resources 2
i will allow. { ’5
¥ N : -3
& ¥ : ~ H 3
; Lo (5) Determine the yardstick to6 be used for measuring the results ; i
§ ; of the decision. B
I E
i (6) Decide. : 3
- N | b
: ¢ (7) Follow-up and use the yardstick to determine if redirection L
i or clarification is necessary. : xéf
1 ] g
? : Y E
b L
§ i ¥ "7.
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Peter Druckér makes a véry interésting obSérvation concerning the
decision making procéss. He notés that a good leader has the ability
to organize disagréeémeént to his own benefit. Thé great advantage of
disagreement when properly directéd is that it encourages. éach person
with a different view to be thorough in his analysis. Also this 'bééhfij.é{ue

maximizés the number of altértativés investigated and their iéusibility

while stimulating imagination and créativity.
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LEADERSHIP CONGCERNS AND PITFALLS

Wi ?
[

When assigned a job poSitidn wherc leadership qualities are paramount,

[an Sl
A g b

there are a number 6f situations whére considérable conflicts or probleéems

i can arise. These areas of concérn are innately undérstood by mauny "natural®
i .

e leaders. However, these areas can be recognized and delt with by anyoneé

i* aware of their existance and significance. Awareness of these pitfalls

not only can save a pérson considerablé mental grief but will also téend

i
PO

t0 make him a more effective person.

It is readily accepted that when a person recéivés a new assignment

o et
e

i

hé must take the time t6 undérstand his program thocoughly. He must

do this prior to making any significant decisions or comment on aétions

that his peédple are initiating and conducting. Too often this is

MM

interpreétéd as simply reading all of the documeritation and publications
available on a Program. Chestér Purgér points out that this is only a
Stépping stone to preparing oneéself for leading a Program. The additional
I Key words to remember are "Stop, Look, and Iisten™l? That is, it is
crucial to also bé prepared by being Keenly awarée of what is going on

L in the Program between the protagonists, antagonists, their attitudes,

pérsonalities, and compétence. It is important to stop and reflect on

K
B

PRt

these points, put them in propér perspective. Also listen to see if

T -
Sicthal. Py

pedple aré reacting in accordance with your pércéption of them, If

i,

théy aren't, keép looking and listening. This aréa of concérn also
j
{ ingludes taking tae timé to assess thé politicéal, economic, and military

environment in which a program is operating and how it can be affected

P

by any changes in this environmént.
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In every group or organization there exists four types of leaders.

[y

These may bé the same person but usually are nét. It is important to

g it
L

know who these leadérs are, and determine how t0 work with each in a
complimentary fashion. The other types of leadérs are natural and
cannot be Suppressed so it is important to know how to effectively use
i ‘ their assets in meeting the goals of the Program. The four types of

) leaders are the formal, informal, task, and social. The formal leader

i ] .
{ is the one given his authority by charter. Thé informal leader has

been exercising this authority because of any of many réasons such as

s,
[
ol

technical expertise, seniority, popularity, or gimmicks. The task leader
{ is goal oriented and provides the group with initiative, guidance, ideas,
and proposed solutions. He is often referred t6 as the intellectual

[ leader., The sSocial léader is the -one who leads the group in their neéeds

for mutual acceptance, harmony, and congeniality.

L A S A g AR (AR AEIOP, C
——

o Te significance of thé formal and informal leader is discussed at

length by Kast and Rosenzwe:i.g.:L3 The différénces between the task and ;

- -

social leaders are addressed by Berelson and Steiner.lh Mthough each

} g type of leader is a case study in itself, the point to be made here is
that one must recognize that they do exist and must be contended with.

- “hen starting out in a new posdition, the most a perdon can have is a

i charter assigning him as the formal task leader of an organization.

Even this authority can be quickly lost to the informal leader if he

Wy

isn't recognized and effectively delt with early. It is very difficult

to be both the task and social leader of an organization. Usually this

e s o—a

is not even necessary. The key to being effective is 1o realize that

i? 16 -
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each can work compatibly with the other. Théy usually are complimentary

(not similar) personalities with common goals. "Probably the biggéest

point here is that if given

and naturally be assumed by

authority is not assumed it will quickly

others without them éven having to take

o
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overt action to do so.
{ i 7‘. In dealing with people, a leader's attributes are all boiled down-
P to how he can comiunicate. His ability t0 get ideas dcross +o.others,
% {i receive information, weigh alteérnatives, and assess results are all a
E ) function of thé degree of understanding that has beén géneratéd. An
% L‘ excellént discussion of this concern is provided by Jéék R. Gibb.15
§ i He points out that the secrét to efféctiveé communication is in the
e L climate produced by thé original communicator. A defénsive climate
s } causes a listendr to becomé withdrawn and protéctive. A supportive
i & climate encourages opén participation by all parties. J. Gibbs
’ ; comments on each climate aré as follows:
é ; 6 "Defénsive arousal prévents the listener from
¢ concentrating upon the message. Not only do i
i i defensive commmnicators send off miltiple
t« value, motive, and affect cués, but also
g % defensive recipients distort what they
3, é receive. As a person bécomes more and
; L more defensive, he bécomes léss and less
% i able to perceive accurately the motives, <;;
gf B the values, and the emotions of the sénder." :;f
Y 31
i;f; i
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"The mere 'supportivé' or defense reductive the
climate the less the receiver reads gi.’nté the
communication distorted loadings which arise
from projéections of his own anxietiés, motives,
and concerns. As defénses are reducéd, the
réceivers become better able to concentrate
upon the structure, the content, and the
cognitive meanings of the message."

Attitudes such a superiority, direct control, "gaming", and evaluation
lead to defensive climates whereas spontaneity and empathy for the attitudes
and concérns of others create a supportive atmosphere.

One point made in the previous paragraph is important in all aspects
of -dealing with pecple: This is the techniquée of "gaming". Whén used
in this contéxt, thé definition of games uséd by Eric Berne, M. D., is
quite :stppropr:i.zé.‘i:e.i‘-6 A game is an ongoing series of complementary
ulterior transactions progressing to a wéll-defined, predictable (you
hopé) outcome." In this context he states, "every gamé, ...se , is
basic':aliy dishonest, and the outcome has a dramatic, as distinct from
merely exciting, quality". Although this attitude may overdramatize
situations in a proféssional Navy organization, its premise is still
true. People can usually tell when they are being played, and when
this is perceived they quickly become defensive and antagonistic in
every respect. This quickly undérmines any chance of leadership that

may have existed.
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“j }, Several additional léadership caveats are listed below:

Ezii - 1. Beware of the three R's - Regulations, Reports, and Rulés.
Ei 1, They usually are a substitute for what you are supposed to
T \ be handling pérsonally.

e i‘ 2. Don't misuse committees. Each committee must have a purpose,
: : i , responsible person, schedulée and expected outcome. They arée

not décision making bodies. Majority rule is neither efféctive,

Mg
o

efficient, or a sign of good leadership.

3. Don't overstaff. Too many people in an organization will

f»*ww(

waste time and tend to increase the probability of many

P
o o A AP A IR I S o S 0 TR D

others in the organization performing unnecessary work to:

v

keep the froat office staff seemingly gainfully employed.

.
1

Be yourself, don't copy others.l? Your owh personality

probably has as muc¢h leadership potential as the one you

TR

are trying to emulate.

5. Concentrate on results, not work. Busy is not equal to

A W e

§

effectiveness.
] § 6. Don!t praise 80 hour weeks. If someone is spending that
% much time on the job it is either an indication of him
: doing someone else's job, gétting poor leadership, or is
{ contimally panicing over "fire drillsth,

7. Build teams with complimentary skills, not similar skills.

: 8. To most effectively use your time, concentrate on a few

areas where superior performance will produce outstanding

results.

9. Don't éstablish a situation or environment where the Program

stops when you are away from the office.
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(] LEADERSHIP CAVEATS AND PRAGTICES RELATED 70 A
i PROFESSIONAL CIVILIAN-MILITARY ORGANIZATION
V;i The previous sections of this paper attémpted to convey that is
in-born to those lucky éndugh to have the charisma. Rather, leadérship
s is attainable to those who care about people and are willing to continudusly
i gear their efforts towards motivating them to meet the goals of the Program
! N or organization.
I‘ The qualitiés of leadership and the techniques oftén used for their
] ] application were préesented to provide an awareness of the "attributes
L of succéss". They were not présented as a 1ist of rules to be followed:
1 . They will, however, assist those being presented the problem of achieving
% ) resilts through the usé of pedple not undér their control.
] ! . This section of the paper addrésses points directly affecting leadership
in a civilian-military professional organization. A1l of theése itéms

may not be unique to such an organizational climate, but théy each have
! f been observed by theaauthor and those interviéwed who are presently working

in such an environment.
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1)‘ When first coming into a new position requiring leadership, the rules,

policies, regulations, and persénnel quite often make the job séem prohibitive.

HAn T e W
e

e Such an atmosphere, or organizational climate, can quickly instill a

{ defeatist attitudé in the mind of the beholder. Immediately take the
time to Stop, Look, and Listen as mentioned préeviously. Use this time

i to find those in this organizational climate who have attained leadership.

Do this not to copy théir styles (which may not be appropriate for each

Loy L N i "
N P NN g

b Program), but to build necessary self-confidence and morale based on

S the realization that it is possiblé in the existing organizational climate.
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: Z,' Contimmally take the time to stop and refléct on whéré thé Program
) has been and is headed: This is not something that is only done when
i beginning a new Program or position.
1 Do not get too wrappéd up in a Program and its daily problems.

oty

[

1 Moving too fast will create a growing bow wave incréasing the work

néceéssary to accomplish all tasks. At the risk of being accused of

oerioninin ¢
i _

{ doing nothing, the design of & bulbous bow may be invented.

g———.
b ovinne

A decision doéesn't éxist until it has been implemented. The only
sure way of determining this implementation is by personally following
it up. This is essential not only for assurance of implémentation but

also to determine the clarity of directions given and for early determination

YM\M
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of mistakés and needéd redirection. Follow-up usSed in this way is not
2 intérpreted as "looking over one's shoulder". It may even be interpreted %

: (_"‘C‘ci’,.“;; Skcniis

as genuine interest in the results. No améunt of reports and regulations

- will provide the needed assurance of progréss.

’ . It will become increasingly apparent with time that there are peéople
: - within thé organization as wéll as protagonists and antagonists of the ;
' l ; Program outside the organization who can politely bé térmed fools or };
! f' mischief makers. It i necessary to be aware of this point and be f
; t prepared to deal with them. However, never make the mistake of assuming H
{ that the dissenters of the Program £all into this category.

s

R
ok

! The next area of interest appears moré subtle than most, but is

%

surprisingly effective. This is the area of how a leader handles and

s Do
T AN

uses his body. "It.is hard t0 take orders from someoné who in no way

& g

j appears superior."20 Although this point c¢overs all aspects 6f a persoii's
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personality and competénce, when meeting people for the first time,
appearance can be a leader's gréatést asset. Most people can think of
situations when they met people who immediately appeared to be in control
before anything was even said.
Leadership mannerisms and gestures have been studied éxtensively
with their significance analyzed and discussed.?l These mannerisis
are perceived and reacted to by everyone whether it is done subconsciously
or ¢onsciously. Most of these mannerisms areé normal outgrowths o'f a
léadér's self-confidencé and competencé. A number of thése are listed
below to increase the awareness that a person must have on how everything
he doés and says effects the way he is being perceived by others.
1. Be "Kinesic¢ally mature". That is, a leader doés not
waste body motions. Heé doesn't neédlessly shiffle his
feét, tap his fingers, or act disintérested or bored.
Body motions should be channeled into useful areas such
as listening with attentiormwith head and facial gestures
that do not put others into a defensive e'a.’tmlo{sp'here.Q‘2
2. Dominance through position or height is surprisingly
effective. This item is much more subtle than most but
often gives a person that little "extra edge!" in some
situations where it may make a diffeérence. '"Dominance
throigh height is a truism that works from the animal
kingdom to man."23 Awareness of this point should be
If dominarnce is needed, techniques like

used two ways.

Standing up or offering others a §éat aré useful; however,
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dominance establishés a defensivé atmospheré and problems

may exist for this reason alone.

3. Authority through placement can be éxcersized by simple

maneuvers such as 5itting at the head of the table if you

called the meeting. If not, sitting upright and attentive

in any prominent location will tend increase stature.

The last item of this section is probably the most important one in
a military-c¢ivilian professional organization. The motivations, environments,
and backgrounds of thése individuals are quite different, are often not
compatible, and each mist adapt somewhat in ordér to work harmoneously
towards the same goals. The military is unique in that mén get killed
and have t0 bé réplaced, close supeiior/subordinate friéndships are not
condoned, and each person's élarity off duties and résponsibilities are
meximized in an autocratic chain-of-command.2l
Civil sérvants also are unique is that théy are not motivated by

profit, as in industry; or survival, as in thé military. Civil servants
are motivated by a desire to 'serve.zg In réesearching civil servant
attitudées Osbone Elliott states that he is increasing impressed by the
high caliber of civil servants and the fact that they are career conécious.26
Probably the most difficult character trait for military people to adjust
to when working with civil servant is that they are not awed by either
outsiders or rank. In fact, civil servants will not opén up until they
are thought of as equals. This doés not mean being treated as equals is

sufficient.
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It is important €6 émphasize the point made abové concerning the
military adapting to and accépting a civilians attitude towards authority.
This point is not made because thé author is a.civilian. It is made
because civilians aré at least 80% or most Navy proféssional wilitary-
civilian organizations. AlSo thé civilians aré permanént niémbers of
the organization, their careers are tiéd to it fortunés, and the

military theréforé aré consideréd transient members.
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CONCIISIONS

The biggest problem faced by a coordinator f£or a Navy Program
Office is that he needs to be a leader when he thought he was given a
management position. The authority given to.him when he aecepts this
position is not adéquate to perform his assignments. The eénsuing
fristrations and anxietiés are detrimental to the individuals involved
as well as to the goals of the organization..

Recognizing the above dilemma and theén setting out to determine
how to lead individuals in such an organizational ¢limaté is the first
step to. success for a coordinator in a Navy functional érganization.

In attempting t6 lead, it is important to recognize that there is no
single way or personality that is. always successful in any given
situation. There are only two necessary ingredieénts to siuccess - a
meéaningful task and a génuine concérn for péople.

Giveh the two ingredients of a meaningful task and a concérn for
péople, a leadér in a new position will take the time to become competerit
in his Program. This action requires much more than reading all available
information. It requires one t6 Stop, Look, and Listen to what is going
on that effects his Program and the péoplé working on it. He must
detérmine wha't motivates his people and how to delegate tasks so that
their goals are meaningful translated into actiéns supporting the goals
of the Program. These attributés will provide the competence and self-
confidence ne¢essary to make decisions affecting the Program and see

that they are effectively implemented.
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" In the daily routiné of performing his duties a leader must not get

-

so caught up in his Program and its associated "fire drills" that he P 3
t 3
doesn't "take the time to6 Stop". It is necéssary to periodically reviéw. :

the Program, its problems, successes, and failures to put theém into their

oo g
LN

propér perspective. It also is always neécessary to pérsonally follow-up

t ‘ on decisions that have beén made arid nevéer fall into the trap of relying

on reports, regulations, and procedures for this information.
L In swmary, it can be said that Ao single leadership style or
personality can be identified for any given situation that will guarantee
- success. However, this is beneficial because anyone who is competent

in his field and is !'people motivated" can attain the qualities of

leadership., The point§ to remember in thé application of léadership

' ' j is to (1) tring together the goals of people and théir organization

- | or Program, (2) make deciSions and personally follow them up, and (3)
: L take the time to stop and keep the various aspécts of the Program in f%ﬂ
i o f
: their proper péi'ép‘ecti\fé./ :
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ANNOTATED BIBLIOGRAPHY

Elliott, Osborne. Men at tié Top
A discussion and review of the attitudes, concerns, and
values of top executives. Discus&és motivations of Civil

Servants.

The Matual Benefit Life Insurance C6.. "Leadérs are Made <-~
Not Born'".
Training pamphlet on characteristics 6f leaders. DiscusSes
areas of productivity, amibtion, self-confident, and decisivénéss.

Drucker, Peter. The Ef’ective Executive. )
Discusses attributes of executives that make them more or
less efféctive. Discusses differences between efféctive and
efficient management.

Burger, Chester. Survival Tn The Executivée Jungle.
Discusses techniques men have used to get to thé top and
then the probleéms encountered intrying to stay thrée.

Prenticé, W.- C. H. "Understanding Leadership®. Harvard Business
Reviéw. reprint of Sep = Oct 1961
~ Discussés what leadérs are and are not. Notes what makés
leaders unique.

Zaleznik, Abraham. "The Human Dilermmas of Leadershlp" Harvard
Businésé Review reprint of Jul - Aug 1963
Discusses the fears and anxieties of men after they have
reachéd the top. Give clues a§ to thé causes for these fears.

Sutermeister, Robért A. People and Productivity. 2nd eéd. New York:
McGrow ~ Hill Book Co., 1969 ] 4
Textbook on people, what motivates thém, and their relationships
with leaders in various climates.

Schein, Edgar H. Organizationdl Psycholog__ 2nd ed. New Jerséy:
Prentice ~ Hall, Inc., 1970
Chapter Five discussed group leaders and how they come
into béing automatically.

Berne, Eric., M. D. Gamés People Play. New York: Grove Press, Inc.
1967 o
Psychoanalyzes games that people play, what they mean,
and why people play thém.
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Maslow, Abraham H. "The Study of Man At His Best!" article from
Behavioral Science, Concépts and Management Application.
National Independent Conference Board, 1969

Article discusses man's hiearchy of needs, there significance,
and what satisfies them.
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Chase, Stuart. The Proper Study of Mankind. Rev. Ed. New York:
Harper & Bras., 1956
Chapter Eleven discusses how leaders naturally evolved
during the Japanese camps in the desert during World War II.
Chapter Fifteen discusses the management of men.

Shepherd, Ciavis R. Small Groups. Scranton, Pa. : Chandler
Publishing Co., 1964
Discusses leadership in small groups.

Logistics Management Institute. Introduction to Military Program
Management. Washington, D. C,, 1971
Chapter Seven, "The Effective Manager", discusses five

practices of executives that are necessary if they are to be
effective.
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Berelson, Bernard, and Gary A. Steiner. Human Behavior.
Shorter Edition, New York: Harcourt, Brace & World, Inc. 1967
Chapter four has a good discussion on leadership in groups.

Kast and Rosenzweig. Organization and Management: & Systems
Approach

Good discussion on informal vs. formal organizations and
how they are each a part of a socio-~technical environment.
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Fast, Julius. Body Iang:2gc. New York: Pocket Books, 1971
Good discussion of ..:dership body motions and kinesmics
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